This paper presents summarized results of a survey on the new Civil Service Competency Model implemented in the Republic of Lithuania. Mažeikiai District Municipality was chosen for this survey.
Introduction
Currently, there is a common understanding of and a political consensus on the implementation of a Civil Service Competency Model (hereinafter CSCM) in Lithuania as one of the most important cross-cutting measures seeking to implement a public administration reform and make the civil service effective, open and efficient. Lithuania successfully adopted innovations in public administration and experiences of West European countries, that can be identified as a step towards public administration modernisation thus analysis of this process is relatively new and relevant in science. to carry out changes. According to scientists who participated in this process, the CSCM firstly focuses on competencies that have a positive impact on activity effectiveness (Rekašienė, Sudnickas, 2014, 592) .
Scientists (V. Gražulis, E. Markuckienė A. Rai pa, A. Krupavičius, S. Pivoras, D. Šaparnienė, V. Na krošis, R. Rekašienė, T. Sudnickas, V. Smalskys, J. Šiugždienė et al.) got actively involved in developing, initiating, discussing and formalising the CSCM thus an increased number of publications on the civil service and competency frameworks during the last years is understandable. The designed CSCM was published in the newsletter of the Civil Service Department online (2014) (2015) and discussions with public authorities and institutions were held, however, the opinion of municipal authorities was lacking. A case analysis of a separate municipality can provide intermediate insights from the inside which can be used seeking to modify the new CSCM and better define, identify and assess competencies as well as apply in vertical and horizontal career planning, performance assessment, etc.
CSCMs of various countries as well as experiences of organising the selection process on a centralised basis (e.g. Belgium, the Netherlands) or on a non-centralised basis (e.g. Sweden, UK) were analysed before the Lithuanian CSCM was designed. A general aptitude test (hereinafter GAT) was developed.
The Lithuanian CSCM focuses on 35 general competencies as well as on such personal values as courage, vitality, flexibility, initiative, etc. The civil service selection process is made of several stages:
firstly, candidates applying for all posts in the civil service submit documents and take a centrally administered GAT. Only having successful passed it, they take part in other stages, organised locally.
According to the data from the Civil Service Department, in 2013, the CSCM was used in 6 civil service institutions out of 543, meanwhile in 2016 -in all 597. Since 2016, the number of posts in the civil service dropped from 58 041 to 53 573, in municipal institutions -from 14 456 to 13 304.47 (92%) 1 but it seems that in some cases positions were not filled because candidates did not meet the job requirement. Since the middle of 2013, about 65% of candidates passed the GAT (see Table 1 ). Taking into account that transparency, impartiality, openness should be ensured in the selection process in practice questions arise: How should the selection process be organised at state and municipal institutions (agencies)? What is selection process participants' opinion about the new order? What do authorities responsible for organising the second stage of the selection process at the institution (agency) propose to improve it? What is the opinion of municipal authorities about the new CSCM?
The aim of the article is to present the results of the survey carried out in a municipality about the benefits of a centralised selection of civil servants and as well as the assessment of their competencies using the Lithuanian CSCM. The object of the survey: civil servants and their general competencies. The subject of the survey: a need of general competencies of civil servants' at Mažeikiai District Municipality and their assessment using the new CSCM. Methods used: 1) scientific literature analysis -to provide a theoretical basis for the structure of general competencies; 2) structured individual interviews -to identify the opinion of the municipal authorities responsible for organising the second, decentralised, stage of the selection process, about general competencies assessment using the CSCM; 3) quantitative study -to identify the opinion of civil servants at Mažeikiai District Municipality who passed the GAT about the benefits of the centrally administered GAT.
General competencies in the civil service: theoretical framework
In this survey, like in the works of the majority of contemporary foreign and Lithuanian scientists and politicians, the concept of competence is linked to the ability of a civil servant to appropriately carry out activities using gained knowledge, skills, abilities, experiences, values, behaviours. Qualification is perceived as the unity of functional, cognitive and general competencies needed for a particular profession. We also support the opinion of Rekašienė and Sudnickas (2014) that civil servants models and chose a partly centralised one (similar to that used in Belgium and the Netherlands), where emphasis is placed on general competencies which are defined clearly. The CSCM of the Netherlands covers the assessment of 35 general competencies (e.g. courage, initiative, flexibility) (Gražulis, Markuckienė, 2013, 143 In order to plan workforce so as to meet short-term as well as long-term needs and effectively deal with workforce shortage or surplus, competencies of civil servants in various positions, their lack in the future and additional workload should be evaluated (PPIM, 2014, 23-37) . The ordinary practice is that nowadays the head of the department prepares a job description with duties and submits a request to fill that position to the head of the institution. Usually general and/or special activity spheres, functions, subordination, special requirements including the title, the level and category of the position are described. Special requirements, for example, the level of education, work experience, foreign language proficiency, computer literacy, knowledge of legal acts, etc. are directly linked to the functions (PPIM, 2014, 10). Making staff redundant long-term needs should be taken into account and competencies of the staff evaluated.
Recruitment to the civil service. In accordance with the Law on Civil Service of the Republic of Lithuania, the Government approved Guidelines for Organising Recruitment to the Civil need core competencies, motives, features, attitudes, self-perceptions, knowledge, skills, behaviours to function in workplace and carry out their duties effectively; they all can be assessed using the selected criteria. Thus, a competency model is a set of interlinked knowledge, skills, behaviours and features a person needs to carry out assigned duties effectively and should be used in staff management (staff planning, selection, assessment, training, career planning, competence development) with the aim to make the civil service efficient, transparent and responsible and increase input.
Recently many scientific works on the civil service reform and modernisation have been published in Lithuania where special attention has been given to general competencies, their assessment and development and why the civil service selection procedures should be started from a centralised assessment of general competencies using the GAT. Its aim is to make the civil service objective, effective, efficient and responsible while analysing information and making decisions (Domarkas, Juknevičienė, 2007; Smalskys, 2010) . A rapid technological change (Machado, Davim, 2014) , a need to use financial resources efficiently, involve the community and the general public are those challenges that the civil service has been facing therefore civil servants need new competencies (such as strategic management) to modernise and improve the civil service (Arimavičiūtė, 2012; Visockytė, 2012; Tunčikienė, Skačkauskienė, 2012). Cognitive abilities (analytical, conceptual thinking, etc.), flexibility, the ability to react to changes, professionalism (Rekašienė, Sudnickas, 2014, 593, quot. Boyatzis, 2008) as well as managerial, leadership, specific professional competencies are part of general competencies therefore special attention has been paid to them in the CSCM.
The CSCM and the assessment of general competencies
The currently introduced CSCM covers the assessment of three groups of competencies:
• General competencies -applicable in any activity field; • Managerial and leadership competenciesnecessary for managing an institution or a department; • Specific professional competencies -necessary for carrying out professional activity (Rekašienė, Sudnickas, 2014) . The designers of the new CSCM analysed civil service selection procedures in European countries (the UK, Sweden, Belgium, the Netherlands), their civil service competency frameworks and assessment Service. From 1 June 2013, the recruitment procedure shall consist of two stages, the first stage, centralised, shall be organised by the Civil Service Department and shall include a general aptitude test, management competence assessment of those applying for a senior position and a foreign language proficiency test. The second stage shall be organised by the organisation holding a vacancy. A candidate has to register at the Civil Service portal www.testavimas.vtd.lt for a GAT, management competence assessment and, if applicable, a foreign language proficiency test. The GAT consisting of two parts shall evaluate the candidate's: 1) cognitive abilities -the ability to learn, verbal abilities, verbal reasoning, numerical reasoning, logical thinking, communication skills, 2) the ability to apply basic knowledge of legal acts. The results of the test shall be valid for 36 months so the candidate will be able to take part in other competitions. Having passed the first stage the candidate will be able to take part in the second, decentralised, stage of the selection procedure organised at the institution holding a vacancy. Then the candidate's specific professional competencies shall be assessed so a to meet the requirements for the open position. General competencies are the basis for gaining and developing other groups of competencies. The Civil Service Department also prepared Practical Guidelines for the Staff Selection Commission (2014): the authority of the institution holding a vacancy shall review the job description, duties, functions, competencies, performance indicators, rationally evaluate the situation with the staff at the institution, other related issues and shall organise the second stage of the selection procedure (Valstybės tarnybos aktualijos, 2014, March). The authority of the institution shall draw up a workforce development plan, analyse competencies of currently emplued staff, evaluate their need in the future, training needs and opportunities, etc.
General competencies and staff training. It has already been mentioned that the CSCM can help identify training needs objectively. An increasing competition for workforce between the private and the public sector in terms of salaries shows that it is relevant to carry out competency analysis. Having identified the cornerstone positions and taking into account a need for changes, training plans for motivated staff should be drawn up at the institution. It is important not only to identify what general competencies staff must develop (organisational, communicative, responsibility, etc.) but also to evaluate their potential to do that. The ability to learn and integrate new knowledge, undertake additional tasks, gain wider competencies are part of general competencies.
The Government has approved Civil Servants' Training Strategy for 2014-2017 (2014) which sets out that it is important to develop specific and general competencies focusing on strategic competencies (management, leadership, change management, communicative, analytical), customer service skills, professional ethical behaviour, corruption prevention.
To sum up, it can be stated that institutions while analysing and planning workforce needs for a shorter or longer period should take into account long-term goals of the institution, changes caused by external factors and that a need of employees with general competencies motivated to continuously develop shall grow in the future.
General competencies and the CSCM: the case of Mažeikiai District Municipality
The CSCM has been approved by the legal acts on the civil service and integrated into the National Progress Strategy Lithuania 2030, the National Progress Programme for 2014-2020 (2012) . Since then local government institutions have started using it because a well-defined set of competencies, identified as general competencies, such as responsibility, reliability, organisational, focus on results, strategic, analytical thinking, communicative competencies, etc. are the main drivers of civil service advancement and optimisation.
Mažeikiai District Municipality (300 civil servants) of Telšiai county (26 municipal institutions, over 13 000 civil servants), one of the most distant Lithuanian counties, was selected for this survey. Mažeikiai District Municipality is an institution where the number of civil servants per 1 000 inhabitants has increased insignificantly (+0,3%), the ratio of civil servants/inhabitants is 5,5%/1 000 (state average -7,44%/1 000). The activity of this municipality was positively evaluated by external institutions. It can be stated that the case of a separate institution can reveal the picture of introducing the CSCM and contribute to its improvement.
Semi-structured interviews were used for this qualitative research, respondents -municipality staff (usually members of the selection commission in stage 2) who make staffing decisions. Respondent selection criteria: 1) management position; 2) duties linked to staff selection. 6 persons met these criteria, the Head of the Strategic Department refused to participate thus 5 respondents were interviewed (see Table 2 ).
A questionnaire with closed questions was used to identify the benefits of using the CSCM respondents -civil servants working for Mažeikiai District Municipality who took and passed the GAT, sample size N=25. The respondents were given similar questions in the same order. The responses were analysed and systematised, more important aspects were identified as codes and put into the categories important for the analysed topic. The terminology proposed by Gaižauskienė, Valevičienė (2016) The responses showed that the old model is partially used planning workforce at the municipality, a need of new entrants is identified taking into account current structure and/or new functions (4 statements) that require particular qualification and specific professional competencies. A rather active position of the Director of Administration (I-3) revealed a system attitude towards the issue: he pointed out changes made in workforce planning. It is positive that managers/leaders of different levels interact, prepare for the selection procedure, discuss insourcing possibilities. 
Category: Need for new competencies is identified taking into account changes in the municipality

External and internal changes
"A need for an employees is determined by several factors, such as new functions, assigned or assumed, ongoing reorganization aiming at improving the performance of the institution, employee turnover" (I-3). 
The responses to the question What other aspects are taken into account in the second stage of the selection procedure in addition to the already existing information on the qualification and GAT
results? confirmed that short term needs matter much in addition to the qualification and formal indicators (see Table 4 ). 
Qualifications
"The focus is on specific skills. Testing is just a formality" (I-1). "The employee's qualification and competence were evaluated..
." (I-3). 2
Formal indicators "Employee selection is based on the highest number of earned points in competence evaluation" (I-4). 1
Category: Character traits and general competencies
Character traits / personal qualities "Having evaluated <...> important character traits of the employee" (I -3). "In the interview such questions are asked that suggest answers that make it easy to evaluate ... character traits" (I-4).
General competencies
"In the interview, such questions are asked that suggest answers that make it easy to evaluate general competencies, <...>" (I-4.) 1
Personal qualities were mentioned by 2 respondents meanwhile general competenciesonly by one respondent. The Head of the Personnel Department was rather sceptical about the GAT saying that it is a formality.
The respondents were asked to rank competencies by importance (managerial and leadership, specific, professional, general) from 1 to 4 (1 -most important, 4 -least important). The findings showed that general competencies were most important, followed by managerial and leadership competencies, e.g. strategic management, activity management, etc. (see Table 5 ).
The Head of the Personnel Department (he gave priority to general competencies) was of an opinion that those who fail the GAT should not apply for a post in the civil service. Competency ranking showed that the respondents identified the following competencies as specific competencies needed to carry out functions: a political insight, information management, networking, negotiation, intercultural communication, conflict management, process control, support, customer service skills, influence making and confused them with professional competencies that depend on the position held. For example, the Head of the General Affairs Department and Deputy Director of Administration placed more emphasis on specific than professional competences. 
-most important, 4 -least important
The responses to the question What general competencies are required at the municipality? Does that depend on the position or job specificity (explain how) are provided in Table 6 . It should be noted that the Head of the Personnel Department responsible for workforce planning linked competencies with the position in the department. There was a lack of linking up general competencies and institutional aims. It is positive that three respondents (Mayor, Deputy Director of Administration, Head of the Personnel Department) emphasised that strategic competencies are required as highlighted in the documents on civil servantsʼ training. According to the respondents, project management competencies (assumed as additional to general competencies) are not needed if project management is not the main function of the position. The responses to the questions How are staff development needs identified at the municipality? Is the employee's wish to develop general competencies taken into account? allow to state that 1) training needs are periodically reviewed during the annual assessment; 2) training is suggested by the Head of the Department. It is positive that the respondents noted that training needs are objectively assessed and defined depending on performance results but are discussed only once a year with the head of the department. Needs are identified at the end of the year "Needs are identified during the annual assessment" (I-1). "A need for training can be seen during the annual assessment" (I-2). "Proposals regarding needed training, <...> are usually made during the annual assessment" (I-3). "A need for training is defined during the assessment" (I-4). Speaking about the respondents' opinion about the training system functioning at the municipality, it can be stated that it was evaluated positively ("The system is good" (I-1) ; "Positively. Seminars, workshops are held" (I-2); "I think the training system at the municipality is functioning well, contributes to general competencies development" (I-3); "I suppose it is functioning well" (I-4); "I would give 4 points from 5" (I-5) ). The topics of seminars and workshops organised at Mažeikiai District Municipality in 2015-2016 as well as the results of the implementation of the Strategic Activity Plan for 2016-2018 showed that in 2015 more than 100 employees took part in workshops on the use of the new computerised documentation system, 85 -on the use of the project management sub-system, 70 -on the use of the financial management and accounting system and activity planning. 8 workshops on human resources management and administration were held, e.g. E-procurement, Contract law, Public speaking, Finance management, Communication psychology, Strategic planning and management, Etiquette and image building, etc.
The responses to the question Why does the municipality invest/not invest into staff development? showed that the municipality 1) is seeking to achieve better results and higher quality, 2) is preparing for changes (see Table 8 ). 
Performance results
"Performance results and work quality depend on staff competencies" (I-1). "Self-development, interest in various fields allow to achieve better results" (I-2). "Our mission statement can be implemented by competent staff" (I-5).
Work quality
"Performance results and work quality depend on staff competencies" (I-1). 1 Category: Competency development is linked to changes
Preparation for changes
"Facing new challenges state and local institutions must prepare for changes. Institutions must invest into their employees and their development" (I-3). "The ability to develop is very important, especially during the period of changes" (I-4).
2
Analysing the responses to the question Does the new selection system help recruit, select, retain and develop workforce? it was found that its effect has not been analysed ("Our staff are qualified, they are self-motivated to develop; the new order has changed nothing" (I-1); "Specialists have enough competencies and meet requirements for the position they hold, they show good results. The new selection system has made no change. The staff are qualified" (I-2); "I think the new system hasn't changed anything" (I-3); "Our results are good, we got high evaluations" (I-4)).
We interviewed those who have experience in the selection procedure to find out how the centralised selection system could be improved (question How should the selection system be modified to recruit the most competent candidates?). The responses allow to conclude: 1) there is no need to conduct a centralised assessment of general competencies, 2) managerial competencies and customer service skills should be assessed (see Table 9 ). The first category shows a disapproval of a centralised assessment of general competencies (using the GAT). The second one contradicts the recent endeavour of Mažeikiai District Municipality to focus on specific and general competencies of its staff. "To my mind, the first section of the GAT is not necessary" (I-1). "Centralized assessment makes one think that local institutions are not trusted" (I-2). "Centralized assessment does not correspond to reality" (I-4). Having systematised the significant categories and links between them, the results of using the CSCM and its improvement areas were identified (see Table 10 ). The survey showed that:
• The CSCM has no influence on municipality staff development; the assessment is being carried out properly; a need to assess project management competencies was noted. • In the previous staff selection system, general competencies were not assessed; the selection system could be improved by placing emphasis on the assessment of document management competencies and customer service skills.
• When identifying specific professional competencies short-term needs are taken into account but more emphasis should be placed on planning long-term needs.
• Very important special professional competencies should be assessed together with managerial and leadership competencies.
• The staff is satisfied with assessment of general competencies and their development at the municipality.
• General competencies have an impact on performance results and work quality, they are important preparing for changes. • Development needs are identified at the end of the year during the annual assessment and linked to performance results. Results of quantitative survey. Taking into account that selection at the municipality organisers did not see any benefits of the centrally organised GAT and have highlighted the importance of general competencies, 25 persons who recently passed the GAT and got a job at Mažeikiai District Municipality were interviewed. A questionnaire with closed questions was designed and distributed online, the collected data were processed using MS Excel. The anonymous questionnaire consisted of 2 blocks: 1) demographic (education, gender), 2) closed questions regarding the current selection system.
The demographic characteristics of the respondents: women -68%, men -32%, by age: 20-30 years old -52%, 31-40 years old -36%, 41-50 years old -12%, the level of education: university -68% college -27% PhD -5% (1 respondent). Since the correlation between responses and gender and education was not significant it was not analysed.
The majority of the respondents (68%) supported the new selection system, 92% thought that the system is more objective than the one used in the private sector, 96% stated that the system is transparent.
The respondents opinion about the new selection system: procedures are transparent (86%), complicated (76%), should be improved (63%), it helps select best candidates (84%), candidates are provided with sufficient information on the selection procedures (72%), objectivity is the most important factor in selection (66%), objectivity helps select candidates to the civil service (57%).
Conclusions
A typical Mažeikiai District Municipality was selected for this research. Its aim was to identify a need of general competencies at municipalities, problem using the CSCM and the GAT, the role of general competencies which are the basis of conceptual thinking.
This complex survey revealed that a clear legal and methodological basis for introducing the CSCM was provided, resolutions of the Government passed, strategies, methodologies, practical guidelines developed, a coordinating institution appointed, online discussions held, conferences organised, etc. However, municipal authorities did not notice any significant impact of the CSCM at their institution and were sceptical about the GAT because insufficient attention was paid to a more thorough assessment of such important competencies as project preparation and management, document management and customer service skills.
Municipal authorities placed emphasis on a need of specific professional competencies, they noted that while staffing short term needs are taken into account, there is no long term strategy. They were of an opinion that it is difficult assess specific professional competencies because the CSCM is being used for a rather short time, managerial and leadership competencies required in policy making should be assessed.
Municipal authorities were rather critical about a centralised assessment of general competencies, they noted that have great influence on work quality and performance results. Staff development activities carried out in 2015-2016 were in line with the national strategy for qualification development of civil servants and focused on the development of communication, electronic document management, strategic management competencies.
The surveyed who took part the selection procedures and passed the GAT positively assessed the CSCM launched in Lithuania in 2013: it contributes to building a positive image of the civil service, makes the selection process objective, develops a deeper understanding of the structure of general competencies, their role and impact on activity effectiveness.
